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Beneﬁts processAbstract Expected beneﬁts are the main drivers beyond projects, programs, and portfolios. This is
becoming a very well recognized fact across project management practitioners. Although project
beneﬁts are always listed in the project or program business cases, many project managers drive
their project toward generating speciﬁed outputs (deliverables), while not giving enough attention
to the expected outcomes (beneﬁts). This may be referred to their belief they do not have a role
in this regard, and that it is totally someone else job to ensure beneﬁts realization.
A survey was conducted to investigate the awareness and level of implementation of project-level
beneﬁts management versus other organizational governance practices across different organiza-
tions. The results showed very low implementation level of beneﬁts management practices at project
level compared to beneﬁts at higher levels (programs & portfolios) and among other organizational
practices and systems (quality management, excellence, risks, performance, etc.).
This paper proposes the role of a project manager in beneﬁts management at project level, and
introduces a beneﬁts realization management process compatible with the process groups of the
Project Management Institute (PMI) body of knowledge which will enable organizations to cascade
responsibilities of delivering values to the project manager level.
To have a practical tool for implementation, examples of beneﬁts measures were suggested which
will play an active role in monitoring the potential project beneﬁts.
To validate the authors’ proposal, a real-life case was presented showing how it was planned to
implement, the implementation itself, the faced challenges, and ﬁnally, the suggestion for more suc-
cessful implementation in organizations seeking to apply the beneﬁts realization concept.
Table 1 Comparative overview of
Organizational Pro
Projects
Success Success is measured
and project quality
budget compliance,
customer satisfactio
306 A. Mossalam, M. ArafaIn summary, the results of this paper can be used to: enlarging the project manager responsi-
bilities to acquire the beneﬁts realization, giving a high level 6-step process for beneﬁts management,
suggesting a mechanism for managing these beneﬁts through beneﬁts register, beneﬁts realization
plan, measures and KPIs and closure business case.
ª 2015 The Authors. Production and hosting by Elsevier B.V. on behalf of Housing and Building
National Research Center. This is an open access article under the CC BY-NC-ND license (http://
creativecommons.org/licenses/by-nc-nd/4.0/).Introduction
When generally deﬁning the ‘‘beneﬁts’’ as a term, one of the
deﬁnitions is a result that a stakeholder perceives to be of
value.
Academically, the Project Management Institute – PMI [1]
deﬁnes it as: an outcome of actions, behaviors, products, or
services that provide utility to the sponsoring organization as
well as to the program’s intended beneﬁciaries.
Project success measures as highlighted in the PMBOK [2]
(project management body of knowledge – 2013) address the
project outputs, rather than its outcomes, while the outcomes
and beneﬁts are more addressed at program and portfolio lev-
el. Table 1 shows a comparison between project, program, and
portfolio success measures.
The PMI’s Program Management standard [1] clearly high-
lighted the program beneﬁts management domains starting
from beneﬁts identiﬁcation to analysis and planning, delivery,
transition, and sustainment. The portfolio management stan-
dard highlighted the importance of beneﬁts identiﬁcation and
tracking on the portfolio level, while the guide to the Project
Management Body of knowledge does not address speciﬁc
roles for a project manager related to beneﬁts management
on the project level.
Alsadeq [3] highlighted the minimum functions required to
formulate and execute strategy in organizations as presented in
Fig. 1 and again, he linked the beneﬁts management with the
programs level.
Wideman [4] mentioned that ‘‘Unfortunately, organizations
are not very good at measuring the beneﬁts that their portfo-
lios deliver and they especially fall short in comparing those
beneﬁts to the money spent to achieve them’’.
Mancher [5] in his survey of 400 global project management
practitioners showed that 80% of organizations with a highly
mature beneﬁts realizations process reported they met their
original goals and business intent.
Weisbrod and Grovak [6] presented a very good example of
translating user beneﬁts for a road project into economic con-
sequences via safety beneﬁts, operational cost saving, and trav-
el time saving.project, program, and portfolio
ject Management
Programs
by product
, timeliness,
and degree of
n
Success is
to which
needs and
was undeSome authors had approached the ‘‘project-level’’ beneﬁts
within their researches as follows.
Davies [7] highlighted that project management success is
not the same as project success. To bridge this divide, it is nec-
essary to bring to play the interests of those who established
the project (the stakeholders) and what they hoped to achieve
through the project (the beneﬁts).
Fernandes [8] highlighted Visibility of beneﬁts as one of the
factors facilitating embedment of project management, but on
the other hand no practice related to beneﬁts was highlighted
as one of most useful project management practices.
Kerzner [9] has introduced a complete vision of the next
version of project management (he called it project manage-
ment version 2 ‘‘PM 2.0’’) and he has re-deﬁned the project
success that it is the project which creates a ‘‘business value’’.
Based on Parallel Balance (as in Fig. 2), Duggal [10] man-
dates the project manager to study not only the traditional tri-
ple constraints (scope, time and cost) but to carefully study the
effect on beneﬁts delivery (including possible dis-beneﬁts), and
consider the same before change approval or rejection.
Jenner [11] introduced in ‘‘Managing Beneﬁts’’ a very com-
prehensive list of beneﬁts management Critical Success Factors
(CSF) in theManagement Model presented in Fig. 3 as follows:
1. Align beneﬁts with strategy.
2. Start with the end in mind.
3. Utilize successful delivery methods.
4. Integrate beneﬁts with performance management.
5. Manage beneﬁts from a portfolio perspective.
6. Apply effective governance.
7. Develop a value culture.
As seen from the literature, there are obvious links between
beneﬁts and programs/portfolios while it is implicit and some-
times explicit referencing to beneﬁts at the project level.
On the other hand, many projects are running within orga-
nizations without being a part of a program which necessitates
the need to investigate the beneﬁts realization at the lowest
possible level within the hierarchy of the project portfolios,
which is the project.management success [2].
Portfolios
measured by the degree
the program satisﬁes the
beneﬁts for which it
rtaken
Success is measured in terms of
the aggregate investment
performance and beneﬁts
realization of the portfolio
Fig. 1 Minimum functions required to formulate and execute strategy in organizations – Alsadeq [3].
Cost
Time
Scope
Beneﬁts
Quality
Fig. 2 The Parallel Balance (Duggal [10]).
Fig. 3 Jenner beneﬁts management model [11].
Fig. 4 Number of employees in surveyed organizations.
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BRP Beneﬁt Realization
Plan
OPM Organizational Project
Management
BMO Beneﬁts
Management oﬃce
PMI Project Management
Institute
EPMO Enterprise Project
Management Oﬃce
OPMM Organizational Project
Management Maturity
KPI Key performance
indicator
PMO Project Management
OﬃceMethodology adopted in this paper
During the course of this research, the following methodology
was adopted:
1. Surveying the implemented frameworks and practices with-
in United Arab Emirates organizations.
2. Depending on the ﬁndings, the authors deﬁned new pro-
cesses required for beneﬁts management at the project level
(Aligned with PMI standards).
3. An integration of these new processes with the commonly
applied practices (strategy, enterprise risk, knowledge man-
agement. . .) is explained to highlight the main interactions
and alignment.
4. To explain the main tool for monitoring the beneﬁts real-
ization in projects, the beneﬁts measurement is discussed
and some examples of measures are introduced.
5. To validate the author’s proposal, an implementation case
is presented (one of the major organizations in Dubai –
United Arab Emirates), with the details of implementation
steps with the main challenges faced during that journey
and introducing some suggestions for more effectiveness.
Beneﬁts management survey results
A survey was conducted aiming to investigate the implementa-
tion of beneﬁts management within organizations in United
Arab Emirates with more focus on Dubai and the characteris-
tic of these implementations with respect to awareness, process
availability, measuring beneﬁts, and other features that will be
explained in the following paragraphs.
Fig. 5 Types of organizations.
Fig. 6 Respondents positions.
Fig. 7 Implementation of different practices within the sample.
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have projects to execute their strategy. Their project types var-
ied among design, construction, IT, railway, infrastructure,
roads, bridges, parks, preparing, establishing guidelines, and
restoration projects (to cover a big portion of the project types’
spectrum).
The sample size needed was 94 (conﬁdence level of 95% and
conﬁdence interval of 10). (Sample size = Z2 * p * (1  p)/C2,
where Z= 1.96 for conﬁdence level of 95%, p= 0.5 percent-
age picking a choice, and C= 0.1 conﬁdence interval).
The responses received were 104 out of 279 (37.2%) showed
a good variety of entity size and type perspectives as shown in
Figs. 4 and 5, and in participants positions presented in Fig. 6.
The Survey average for current practices’ implementation
in various domains is presented in Fig. 7. It shows that 40%Fig. 8 Beneﬁts manageof surveyed organizations possess beneﬁts management prac-
tices versus almost 70% for project management practices
(which give an indication about the relative low level of imple-
mentation of beneﬁts management).
The previous ﬁnding was further investigated by eight ques-
tions detailing the level of awareness and implementation of
beneﬁts management as presented in Fig. 8.
The results showed the following:
1. 66% of the participants were able to differentiate between
the terms ‘‘output’’ and ‘‘outcome’’ (which reﬂects the dif-
ference between deliverables and beneﬁts).
2. 45% apply beneﬁts identiﬁcation processes, while 41%
apply it properly by identifying measures for these beneﬁts.
3. 45% of the surveyed companies have clear beneﬁts manage-
ment identiﬁcation process, and this goes down to 30%,
and 32% for beneﬁts transition and sustainability.
4. Out of the previous 45%, 42% is for programs and 7%
only is for projects.
5. Only 31% measures the beneﬁts realization after delivery of
the projects.
6. 43% and 39% of those organizations applying beneﬁts
practices are having leading and lagging KPIs (key perfor-
mance indicators) respectively.
The above results show the following:
a) There is a good understanding of the importance of ben-
eﬁts realization in general.
b) The beneﬁts management is more implemented in port-
folios/programs while it is less implemented in projects
(Taking into consideration that not all projects are nec-
essarily linked to a program).ment survey results.
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high level beneﬁts more than cascading these levels to
projects.
d) The beneﬁts are being monitored through measures dur-
ing the early stages of the program and portfolio life
cycle and less percentage of organizations monitor these
beneﬁts after project completion which reﬂects a deﬁ-
ciency in the concept.
e) A good portion of the sampled organizations has the
combinations of leading and lagging KPIs reﬂecting
the awareness of the importance of both types in the
beneﬁts monitoring process.
As a result, the authors made some effort in translating the-
se ﬁndings to having the beneﬁts realization process at project
level and showing how it can be monitored through measures
and KPIs.
Beneﬁts realization across the project management process
groups
To link beneﬁts realization with project management and
explain the project manager role, the authors opted to adopt
the most recognized project management standards of
Project Management Institute (PMI) which is the PMBOK-
2013. The PMBOK deﬁnes ﬁve process groups of project man-
agement, these are: initiation, planning, execution, monitoring
and controlling, and closing.
However, to cover the full life cycle of beneﬁts, the authors
extended the discussion for two other phases. The ﬁrst is the
‘‘pre-initiation’’ which is the actual start where beneﬁts are
identiﬁed while the second is the ‘‘post-implementation’’ where
the beneﬁts transition and sustainment exist.
This will be shown in the following paragraphs.
Pre-initiation phase
Business case is created before both the projects are chartered
and the project manager is assigned. Although the project
manager is assigned at the initiation stage, it is recommended
that the potential candidate for the project manager position
to be involved in this early stage and to participate in the
preparation of the business case which is the core document
capturing the value proposition of a project (beneﬁts). One
of the main tasks in this phase is to check the link between this
value and the higher level of beneﬁts scheme and ultimately the
strategic objectives of the organization.
Initiation process group
During Initiation, the Project manager is suggested to perform
the following:
1. Validate beneﬁts and beneﬁts measures.
2. Create/review the beneﬁts register.
The proposed beneﬁt register document will be used to track
and update any changes that can affect the project-deﬁned ben-
eﬁts. The register will include the following as minimum: the
Beneﬁt ID, Beneﬁt description, beneﬁt measures, Target value,value to date, and required actions. Moreover, the beneﬁts reg-
ister preferably contains a ﬁeld to identify the owner or the cus-
todians of each beneﬁt. This beneﬁts owner has to be added to
the list of stakeholders as their needs and expectations should
be managed with a high level of attention.
In
it i
a
on
Validate Benef its 
and Beneﬁts 
Measures
Create / Review Benef it 
Register
Using the terminology of the PMBOK (inputs, tools &
techniques, and outputs), the main input document is the
business case, and the main techniques to be applied would
be business case review, and expert judgment, while the main
output is the project level beneﬁts register. The project charter
and stakeholder register would be updated to include beneﬁts
related information.Planning process group
Some beneﬁts are planned to be realized during the project
life cycle ‘‘Quick-wins’’ typically called short-term beneﬁts,
others are considered medium, or long term beneﬁts. For
example:
Project Short term
beneﬁts
Medium term
beneﬁts
Long term
beneﬁts
Tram-line
project in area
X of a city
Reducing the
congestion in
the area ‘‘X’’
To be a part of
an integrated
transportation
system (Metro –
Tram – Buses)
To be extended
to the newly
planned for
development
area ‘‘Y’’ within
10 years
Olympic
Swimming
pool complex
To assist in the
available
swimming pool
infrastructure
planned for
regional
competition
To be a part of
the international
swimming event
facilities
Enhancing the
growth rate of
the tourism in
that cityThe main task of the project manager in this group is to cre-
ate/review the beneﬁts realization plan where he is responsible
for monitoring of leading and lagging beneﬁts measures along
the project management life cycle. It is advisable that the
Beneﬁt Realization Plan to be considered as one of the
Project management subsidiary plans, although it extends
beyond the project management life cycle due to the beneﬁts
transition and sustainment phases.
Pl
an
ni
ng Create/ Review  Beneﬁt 
Realizaon plan
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ject management plans and the program management plan
whenever applicable. The main tool is expert judgment, and
the main outputs are change requests and updates to the pro-
ject management plan.
Execution process group
As per the PMBOK [2]: ‘‘Managing stakeholder engagement
helps to increase the probability of project success by ensuring
that stakeholders clearly understand the project goals, objec-
tives, beneﬁts, and risks’’.
If the Beneﬁts realization plan or its updates include any
changes or actions required to be taken to ensure beneﬁts real-
ization, the project manager will be typically responsible for
the execution of those actions, and to alter existing plans to
consider for the same.
There is no speciﬁc beneﬁts realization process in this
group. The main role here is to execute the project as planned
to get the required beneﬁts.
Monitoring and controlling process group
The Project Manager should trace beneﬁts all along the whole
project management life cycle, each beneﬁt should have a clear
owner responsible for monitoring its status, and ensuring that
the related measures, and KPIs are recorded, analyzed and
traced while the related corrective or preventive actions are
taken as required (the author’s suggestion of beneﬁts’ register
would be the main tool for implementing this).
The business case has to be updated whenever needed in
order to cope with the dynamic environment of projects. The
trigger to update may result from project controlling outputs
such as risks or changes.
A periodical review and validation of the business case
should be scheduled. The purpose of the review is to validate
the measures and targets assigned to the beneﬁts. The frequen-
cy of the review will vary per project type. This review is sug-
gested to be performed at the end of each phase (i.e. phase gate
review), and as a part of contract and project closure.
M
 &
 C
Measure Beneﬁts
Monitor and Control 
Beneﬁts
The Main inputs are beneﬁt measurement, project manage-
ment plan, and BRP, and the main outputs are change
requests, beneﬁts report, and updates to the project manage-
ment plan and the BRP.
The main tool used by the project manager in these two
processes is the beneﬁts measurement basic analysis (trends,
actual Vs target, etc.). The analysis should be conducted peri-
odically and whenever there is a change that affects the bene-
ﬁts, and as part of phase or project closure. This analysis can
lead to corrective, preventive actions, or defect repairs either
on the project, program or portfolio level, or in extreme cases
can affect the strategy. This analysis can also lead to a go/nogo decision. Other possible tools are expert judgment and ana-
lytical techniques.
Closing process group
Business case should be reviewed and updated during closure
of: a phase, a project, a contract, reviews, and ﬁnally upon
realization of beneﬁts. This update is the result of reviewing
the beneﬁts realization plan.
Cl
os
in
g
Evaluate , Review and update 
beneﬁt realizaon plan
The main inputs are BRP, and Beneﬁt register, and the
main tool is also beneﬁt measurement analysis. The main out-
put would be a beneﬁt closure report.
Postimplementation phase
Postimplementation is outside the scope of the project man-
ager since he is most probably shifted to another project before
or just after the project completion. The responsibilities of the
Beneﬁt Management ofﬁce and the program manager will
increase to ensure the beneﬁts transition and sustainment.
(Sometimes, the asset management department will receive
the project and take the lead toward measuring the beneﬁts
after the delivery of the project).
Fig. 9 shows a high level schematic diagram (suggested by
the authors) updating the project management processes to
include beneﬁts management related tasks of a project man-
ager as discussed in the previous paragraphs.Integration with other systems and knowledge areas
As beneﬁts realization management is a new concept among
the other well-established and implemented practices, an inte-
gration check has to be done to ensure the harmony between
these practices aiming to achieve the strategic corporate goals.
A beneﬁt-oriented project manager should consider the effects
from/on beneﬁts when taking actions that can affect beneﬁt
realization. The following table shows major checks to achieve
the integration with other systems (see Table 2).Beneﬁts measures
To ensure beneﬁts realization, a set of beneﬁts measures
should be deﬁned and monitored all over the beneﬁts life cycle
(from deﬁnition to sustainment). Although deﬁning beneﬁts
measures varies per industry and per type of organization
and its level of maturity but in all cases, it should end up being
‘‘derived from’’ or ‘‘giving feedback to’’ corporate strategy.
Objective measures (tangible) are always more trustable
than subjective ones (intangible), but it is not always effec-
tive to insist on quantiﬁcation of all measures. When there
is a lack of a good tangible measure, the usage of intangible
measures can be adopted through surveys and direct
feedback from stakeholders. This is less accurate but can
Beneﬁts Realizaon Management Processes “project Level”
Pl
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Business Case
Validate Beneﬁts and 
Beneﬁts Measures
Feedback to 
Sponsor
Idenfy Stakeholders Stakeholder Register including beneﬁt stakeholders
Feedback to Program , 
porolio, and BMO where 
applicable
Develop Project Charter
Create / Review Beneﬁt Register
Create/ Review  Beneﬁt 
Realizaon plan
Beneﬁt Realizaon plan
Idenfy . Analyse and plan Risk 
responses
Develop Project Management 
Plan and Subsidiary plans
Develop Scope, Time, and Cost 
Baselines
Updated Planning Documents considering for Beneﬁts 
and Beneﬁt Stakeholders , and Risls
Perform QA
Acquire, Develop, and Manage Team
Conduct Procurement Manage Communicaon
Manage Stakeholders Engagement
Monitoring and 
Controlling Processes
Measure Beneﬁts
Monitor and Control Beneﬁts
Updated Beneﬁt Realizaon plan
Updated Project Management  plan
Updated Project Documents
Close Procurement Close Project or Phase
Evaluate , Review and update beneﬁt 
realizaon plan
Beneﬁt Transion and 
Sustainability
Updated 
Business Case
Fig. 9 Proposed high level update to the project management processes to include beneﬁts realization management. (By the Authors).
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rate, image, etc.).
In Table 3 below, the authors show some suggested mea-
sures for the beneﬁts shown previously in section ‘Planning
process group’ above along with their appropriate classiﬁca-
tion (measure, KPI, tangible, lag, lead, etc.).
As seen from the table, these measures and KPIs will give
the project manager and other stakeholders the practical tool
to monitor the project beneﬁts and in sometimes proposing
new projects. Some measures can be developed to monitorany interim beneﬁts that could exist in the project (example
of interim beneﬁts: partial operation of the project, having a
component of the project that generates revenue before the full
handing over of the project).Implementation within a major government organization
In one of the leading government organizations in Dubai, the
concept was introduced to the strategic planning department
Table 2 (Beneﬁts Management – Systems) interaction.
System Interaction
Strategy The link between the beneﬁts and the strategy is clear when looking to the strategy gap (the
diﬀerence between the organizational as-is status and the required strategic position) which is
then translated into strategic objectives. These objectives are cascaded down until the project
beneﬁts. Therefore, whenever there is an update to the strategy, the project beneﬁts should be
checked
Enterprise risk management ‘‘ERM’’ The ultimate objective of Enterprise risk management (ERM) is to ensure value delivery to the
organization with minimum negative risk impacts. It is suggested that risk categories in ERM
should include ‘‘Beneﬁts’’ as one of the listed categories. The project manager should pay more
attention to beneﬁt-related risks in the project risk register, and report any risk that can aﬀect
beneﬁts delivery to the proper stakeholders
Stakeholders/communication management Each expected beneﬁt usually has one or more stakeholders as beneﬁciary. Beneﬁciaries should
have special care in communication and stakeholder management. Mapping the relation between
beneﬁciaries and beneﬁts is extremely important to analyze their expectation, and determine the
appropriate level of involvement
Knowledge management The lessons learned register of the project should include a special category for lessons related to
the expected beneﬁts and dis-beneﬁts from the project
Dis-beneﬁts Some projects can have dis-beneﬁts. Those also should be identiﬁed, tracked and controlled.
During the review of the business case, the project manager should identify/validate any possible
dis-beneﬁts that can be generated from the project. They should be also tracked during the
progress of the project through the beneﬁts register
Beneﬁt alignment Ensure proper alignment with higher level beneﬁts ‘‘vertical alignment’’ and constantly check the
horizontal alignment with other projects within the same program/portfolio
Table 3 Examples of beneﬁts measures and measures classiﬁcation.
Project Beneﬁts type Beneﬁt statement Suggested measures Classiﬁcation (measure –
KPI – lead – lag –
tangible –. . .)
Tram-line
project in area X
of a city
Short term Reducing the congestion in the
area ‘‘X’’
[1] Road average speed Measure – lead –
tangible
[2] Public transport trip time/
speed
Measure – lead –
tangible
[3] Average time for searching for
parking
Measure – lead –
tangible
Medium term To be a part of an integrated
transportation system (Metro –
Tram – Buses)
[1] % passengers use a
combination of the three modes
of transportation (tram included)
Measure – lag – tangible.
[2] Satisfaction of people using
the tram line (>90%)
KPI – lag – intangible
Long term Design adaptability to acquire
future extension to the newly
planned development area ‘‘Y’’
within 5 years
[1] % cost saving in designing
and construction of the new
extension (>15%)
Measure – lag – tangible
Olympic
swimming pool
complex
Short term To assist in the available
swimming pool infrastructure
planned for a regional
competition
[1] Full operation of the facility
in a local competition
KPI – lag – tangible
[2] Project opening 6 month
earlier than the regional
competition
KPI – lead – tangible
Medium term To be a part of the international
swimming event facilities
[1] Full Compliance with
international standards. (100%)
Measure – lead –
tangible
[2] Getting the approval of FINA
(international Swimming
federation)
Measure – lag – tangible
Long term Enhancing the growth rate of the
tourism in that city
% increase in tourists visiting the
city. (% share)
KPI – lag – tangible
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Strategic KPIs
Strategic Objecves 
Goals
Vision
Fig. 10 Strategy hierarchy within the implementation organization.
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Management Ofﬁce ‘‘EPMO’’ and it was agreed that it will
be tested using pilot projects among the available project types
in that organization.
The implementation roadmap
The agreed implementation roadmap with strategic planning
department was as follows:
– Capturing the as-is status.
– Studying the possible options to adopt the concept.
– Selecting the appropriate approach.
– Identifying the projects for implementation.
– Establishing the beneﬁts measures and KPIs.
– Studying the creation of projects to ﬁll the gap that was
raised by the proposed measures.
– It was also agreed that there would be ‘‘phase two’’ of
implementation.
Current status
Scanning the status in that organization revealed that:
Although the majority of projects within this organization
deliver values, these values/beneﬁts are not measured or mon-
itored or were being the main motive to generate these
projects.
Out of 236 running projects, only two major projects explic-
itly tackled the beneﬁts realization. The ﬁrst proposed different
beneﬁt measures that could be obtained from a transport mod-
el, while the second proposed a comprehensive investment
appraisal framework which looked into different categories
of indicators and outlined a detailed methodology for measur-
ing indicators but did not propose a governance framework.
The way forward
Based on these ﬁndings, two options for implementation were
discussed with the strategic planning department:
1) The ﬁrst was setting main areas of measurements
(themes) to measure the realization of project beneﬁts
against them. (Themes’ examples are: economic, social,
environment, safety, efﬁciency, customer satisfaction,
sustainability).2) The second option was measuring the project beneﬁts
but within the context of the strategic KPIs, i.e. using
the corporate strategic goals and objectives and strategic
KPIs to identify the areas of beneﬁts for the projects.
The second option was selected for the following reasons:
 Alignment with the corporate strategic system (goals and
objectives).
 More speciﬁc in terms of deﬁnition of the beneﬁts areas.
 By adopting this option, the measures and KPIs would play
a vital role as drivers to propose new projects (aiming to
achieve the targets of these KPIs).
 The ﬁrst option was deferred to be implemented later after
delivery of project by the Asset Management Department
to check the project beneﬁts versus the different themes,
which are major concerns to the organization.
Implementation
As an example for implementing the selected option and based
on the strategy hierarchy shown in Fig. 10, the following cor-
porate strategic objective was selected: (Shift demand to public
transport) and the strategic KPI was: % share of public trans-
port trips in the total number of motorized trips in Dubai. As a
result, it was agreed to measure the project beneﬁts in the fol-
lowing areas:
1. Public transport network geographic coverage.
2. Public transport system reliability.
3. Public transport system utilization.
4. Waiting time for public transport.
5. Trip time for public transport.
Taking # 3 & # 4 as examples, it resulted in the following
suggested KPIs:
Objective Suggested areas of
measurements
Suggested KPI
Shift demand to
public transport
Public transport
system utilization
Increase load factor . . .
on line(s) by . . . by ..%
in 2016, . . . % in 2017,
etc.
Waiting time for
public transport
Decrease passenger
waiting time . . . on
line(s) by . . .% in 2016,
. . . % in 2017These KPIs shown as examples in the previous table can be
used as drivers to propose new projects through the relevant
business case and projects requests (driver) and at the same
time, could be used to measure the value delivered by any run-
ning projects (constraint).
As a direct result, two projects were intended to be request-
ed (one is related to having water buses in the crowded areas,
the other is to have a master transportation plan to integrate
all modes of transportation. Both projects are still in the study
phase and getting the required approvals).
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The general status (captured from meetings and the available
corporate practices and procedures) showed that there are
common general challenges that will face beneﬁts management
in the implementation such as:
– Lack of governance.
– Lack of clear description of beneﬁts within the organization.
– Lack of clear beneﬁts ownership and responsibilities of the
different parties.
– Lack of Beneﬁts measurement database and baseline metrics.
– Some projects have high interdependency; therefore, the
beneﬁts resulted from these projects have a combined nat-
ure. (i.e. should be treated on the higher level such as
portfolios).
– It is expected that there will be an issue regarding ‘‘Data
veriﬁcation’’.
The authors in coordination with the strategic planning
department have put some mitigations to overcome these chal-
lenges (short and long term mitigation actions) as shown in the
next paragraph ‘‘suggestions’’.
Suggestions for the organization under study
The implementation of the suggested concept needed to be fos-
tered by some suggestions to consider the organizational pro-
cess assets that each organization has and to advance toward
the desired maturity level. The authors suggest the following:
a. Develop a comprehensive governance system for beneﬁt
realization (taking into consideration the authors’ pro-
posal of: project manager role, beneﬁts register, mea-
sures, etc.).
b. Gradual implementation: Start with clear measurement
areas that could be measured with reasonable effort
and cost.
c. Phased implementation: Start with projects Category A
(as deﬁned by this organization, category A of projects
are those that satisfy one of the following conditions:
1. Construction projects: budgetP10 M AED or duration
>6 Months.
2. Non-construction projects: budgetP1 M AED or dura-
tion >6 Months).
d. The sectors (in coordination with Enterprise Project
Management Ofﬁce EPMO) within the organization have
to start preparing their database of projects’ beneﬁts.
e. High-level business beneﬁts-realization KPIs have to be
identiﬁed within the strategy hierarchy to be the drivers
for generating new projects.
f. Redesign of the project change request template to add a
separate part for the impact of the requested change on
the planned project beneﬁts.
g. Having a Beneﬁts Management Ofﬁce ‘‘BMO’’ who has
to do some efforts to prepare a ‘‘closure business case’’
to check values gained from the project after its delivery
and comparing it with the initial business case (or the
asset management department to take this role).Conclusion
The beneﬁts realization management has become a vital driver
for projects and it is now more common to assess the success of
a project by achieving its beneﬁts rather than evaluating the
success through its deliverables and the traditional measures
of time, cost, and scope. A survey conducted by the researchers
revealed that there is notable lack of implementation of beneﬁt
management practices at project level compared to program
level and among other practices and systems. To activate this
concept, a strong governance system should be in place to
manage beneﬁts effectively. This governance system always
starts with a well-established process, which has been shown
in this paper in addition to clarifying the project manager role
in this regard. This process was synchronized with the process
groups established by the Project Management Institute
(PMI). Some checks were introduced to assure full integration
and alignment with other practices and systems within organi-
zations such as strategy, enterprise risk, stakeholder and
knowledge management.
The tool that translates project beneﬁts to be a driver
for new projects or constraints during changes or assess-
ment is ‘‘beneﬁts measures’’. Some examples were explained
to show the different types/classiﬁcations of these
measures.
Through a case study in a Dubai-based organization, the
implementation revealed that the maturity of the project ben-
eﬁts realization has to be done gradually and should start with
changing the culture of project managers toward beneﬁts real-
ization approach and to shift their focus from the traditional
triple project constraints to having the Beneﬁts as a fourth
dimension.Recommended future research
Future researches may cover the following topics:
 Validation of the proposed processes at larger sample (and
covering other types of organizations) to check the practi-
cality and suitability of implementation.
 Development of detailed processes using the PMBOK
methodology: inputs, tools and techniques, and outputs, in
addition to detailed processmaps across all knowledge areas.
 Include Beneﬁts realization Management in current project
management automation efforts (link each project with
beneﬁts and their related measures and KPIs).
 ‘‘Project Interim beneﬁts’’ is a topic that needs more inves-
tigation and how it would be applied at project level in cer-
tain phase gates within the project life cycle.
 Checking whether beneﬁts management is more applied in
government organizations than the private ones. (The rea-
son is that private sector is more concerned with the ﬁnan-
cial perceptive, while government sector is focusing more on
gains and beneﬁts to their stakeholders.)
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